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March 19, 1996 

The Honorable Bob Graham 
United States Senate 

Dear Senator Graham: 

This letter responds to your March 7, 1996, request for 
information on the Department of Veterans Affairs (VA) 
Resource Planning and Management (RPM) system. In 1995, VA 
operated 172 hospitals, 375 ambulatory clinics, 173 nursing 
homes and 39 domiciliaries with a budget of about $16 
billion. 

VA uses the RPM system to help allocate resources among its 
medical facilities across the country. As the basis for 
resource allocation, RPM classifies each patient into a 
clinical care group, calculates average facility costs per 
patient, and forecasts future workload. VA envisions that 
the system will improve the equity of its allocations by 
more closely linking resources with facility'workloads and 
alleviating inconsistencies in veterans' access to care 
across the system. 

Last month, we issued a report' that discussed the RPM 
system in detail. We concluded that although RPM lets VA 
identify inequities in resource distribution, VA has, so 
far, chosen not to use the system to help ensure that 
resources are distributed more equitably. The report 
contains cost and workload data for several facilities that 
VA considers to be comparable.' You asked for similar 
information on the VA hospitals in Florida. 

'Veterans' Health Care: Facilities' Resource Allocations 
Could Be More Eouitable (GAO/HEHS-96-48, Feb. 7, 1996). 

2VA places facilities into one of nine groups that it 
considers comparable based on a consideration of factors 
such as affiliation with teaching facilities, size, clinical 
variety, managerial complexity, and research. 
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Enclosures 1 through 4 present the fiscal year 1995 RPM data 
you requested for VA's Florida facilities.3 The information 
is presented in the same types of graphs used in our report. 
We have also included RPM budgetary data for VA's Florida 
hospitals in enclosure 4. In general, the graphs and data 
show wide cost, staffing, and workload differences among 
comparable facilities but only modest changes to facility 
budgets based on these differences. 

You also asked that we briefly describe our observations on 
the results of VA's fiscal year 1996 funding allocation to 
its facilities. VA has made changes to its resource 
allocation process for fiscal year 1996. However, the 
extent to which these changes will result in more equitable 
allocations to VA facilities is not clear.4 As part of its 
RPM-based allocation process, VA used a methodology 
(referred to as blended rates) that resulted in greater 
funding reductions for VA's high-cost facilities than in 
past years. However, these facilities may receive 
additional funding under VA's new veteran integrated service 
network (VISN) field structure.5 Each VISN director has 
been given funding to allocate among the VISN facilities. 
Because VISN directors have the discretion during the . 
remainder of the year to restore high-cost facilities' 
budgets to past levels or increase funding to other 
facilities, it is too early to measure the overall change 
fiscal year 1996 facility allocations. 

in 

3The .VA facilities included in VA's 1995 RPM process were 
Bay Pines, Miami, Gainesville, Lake City, and Tampa. VA's 
West Palm Beach facility opened after the fiscal year 1995 
RPM allocations had been made and was funded outside the RPM 
process. 

4Last month VA made preliminary budget allocations to its 
facilities based on the appropriation amount passed by the 
House and Senate and vetoed by the President on December 18, 
1995. Currently, VA is operating under a continuing 
resolution for fiscal year 1996. 

5VA has recently established 22 VISNs to replace its four 
regional offices. VA intends to have VISNs assume the 
individual facilities' role as the basic budgetary and 
planning unit for health care delivery within VA. 
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We did not obtain VA comments on this letter because our 
February 1996 report, upon which this letter and its 
enclosures are based, incorporates VA comments. VA 
concurred with our analysis. 

We are sending copies of this letter to the Secretary of 
Veterans Affairs and other interested parties. The 
information contained in it was developed by Frank Pasquier, 
Matt Byer, Katherine Iritani, and Evan Stall. Please 
contact me at (202) 512-7101 or Mr. Pasquier at (206) 287- 
4861 if you or your staff have any questions. 

Sincerely yours, 

David P. Baine 
Director 
Health Care Delivery 

and Quality Issues 

Enclosures - 4 
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ENCLOSURE 1 ENCLOSURE 1 

RPM COST, WORKLOAD, STAFFING, AND BUDGET DATA 
FOR LAKE CITY AND COMPARABLE FACILITIES, 

FISCAL YEAR 1995 

Figure 1.1: Facility Unadjusted Per Patient Cost Differences for Lake City and Comparable Facilities 

Percentage Difference From Average 
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ENCLOSURE 1 
~~LOSURE 1 

Figure 1.2: Facility Adjusted Costs Per Workload Unit for Lake City and Comparable Facilities 

Percentage Difference From Average 
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ENCLOSURE 1 
ENCLOSURE 1 

Figure 1.3.: Variations in Full-lime Employees Per 1,000 Workload Units for Lake City and Comparable 
Facilities 

Full-Time Employees per 1,000 Workload Units 
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ENCLOSURE 1 ENCLOSURE 1 

Figure 1.4: Variations in Forecasted Workload Changes for Lake City and Comparable Facilities 

Percentage Change in Patients 
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ENCLOSURE 1 ENCLOSURE 1 

Figure 1.5: RPM Budget Changes for Lake City and Comparable Facilities 

Percentage Change in Budget 
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ENCLOSURE 2 
ENCLOSURE 2 

RPM COST, WORKLOAD. STAFFING, AND BTJDGET DATA 
FOR BAY PINES AND COMPAFX3LE FACILITIES, 

FISCAL YEAR 1995 

Figure 2.1: Facility Unadjusted Per Patient Cost Differences for Bay Pines and Comparable Facilities 

Percentage Difference From Average 

60 

F 
40- 

20 - 

0 

-20 

-40 

-60 I I I I I I I I I I I I I I I I I 

9 GAO/HEHS-96-11OR VA RPM Data--Florida 



~CLOSURE 2 ENCLOSURE 2 

Figure 2.2: Facility Adjusted Costs Per Workload Unit for Bay Pines and Comparable Facilities 

Percentage Difference From Average 
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ENCLOSURE 2 ENCLOSURE 2 

Figure 2.3: Variatioris in Full-hne Employees Per 1,000 Workload Units for Bay Pines and Comparable 
Facilities 

Full-Time Employees per 1,000 Workload Units 
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ENCLOSURE 2 ENCLOSURE 2 

Figure 2.4: Variations in Forecasted Workload Changes for Bay Pines and Comparable Facilities 

Percentage Change in Patients 
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ENCLOSURE 2 

Figure 2.5: RPM Budget Changes for Bay Pines and Comparable Facilities 

Percentage Change in Budget 
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ENCLOSURE 3 ENCLOSURE 3 

RPM COST, WORKLOAD, STAFFING AND B-ET DATA FOR 
GAINESVILLE, MIAMI, TAMPA AND COMPARABLE FACILITIES, 

FISCAL YEAR 1995 

Figure 3.1: Facility Unadjusted Per Patient Cost Differences for Gainesville, Miami, Tampa, and Comparable 
Facilities 

Percentage Difference From Average 
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ENCLOSURE 3 ENCLOSURE 3 

Figure 3.2: Facility Adjusted Costs Per Workload Unit for Gainesville, Miami, Tampa, and Comparable 
Facilities 

Percentage Difference From Average 
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ENCLOSURE 3 ENCLOSURE 3 

Figure 3.4: Variations in Forecasted Workload Changes for Gainesville, Miami, Tampa, and Comparable 
Facilities 

Percentage Change in Patients 
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ENCLOSURE 3 ENCLOSURE 3 

Figure 3.5: RPM Budget Changes for Gainesville, Miami, Tampa, and Comparable Facilities 

Percentage Change in Budget 

10 r 

18 GAO/HEHS-96-1lOR VA RPM Data--Florida 



ENCLOSURE 4 ENCLOSURE 4 

State Facility 
Alabama Birmingham 

Monlpomw 

Tuscaloosa 

Tuskegee 

Arkansas FayetteviM 

Lltlle Rock 

Florida Bay Pines 

Miami 

Gainesville 

Lake city 

Tampa 

Georgia Atlanta 

Augusta 

Dublin 

Louisiana Alexandria 

New Orieans 

Shreveport 

Misslssippi~ BilOXl 

Jackson 

North Carolina Durham 

FayettevIle 
Asheville 

Saiisbury 

Oklahoma Muskcgee 

OklahomaCity 

PuertoRico SanJuan 

SduthCarolina Charleston 

Columbia(SC) 

Tennessee M0RlphiS 

MountainHome 

Murfreesboro 

Nashville 

Texas Amarillo 

m w'w 

Sonham 

DalIaS 

Houston 
Kerrvllle 

Marlin 

SanAntcnio 

Temple 

WWO 

ElPasoOPC 
Region subtotal 

(406121) 

RPM BUDGET CHANGES FOR 
VA SOUTHERN REGION FACILITIES, 

F.ISCAL YEAR 1995 
Percantage 

RPM incresael 
RPM adjustments FY 93 historical deuaase 

Workload outlie Negotiation Total RPM budget FY 199345 
$418,456 $0 $74,206 $492.664 660,710,257 0.61 

247,367 (253,355) 0 v%w 29150,603 -0.02 

424,561 569,533 0 994.114 45562,652 2.10 

579,410 0 122,174 701,564 64,010,719 1.10 

259,552 341,919 0 601.471 27.353492 2.20 

305,261 0 0 305,261 151,556.634 0.20 

817,576 0 0 617,576 113,462,296 0.72 

971,220 0 0 971,220 153,710,929 0.63 

169.161 0 0 169,161 101.670.059 0.19 

456.531 569,106 20,709 1,046.346 45.526,4-W 2.30 

241,799 0 66.635 310,634 132.419.607 0.23 

166,970 0 390,619 579,789 88,441,996 0.66 

659,971 (1,063,310) 596,553 193,214 114,334,420 0.17 

34.810 0 264,124 296,934 43.351.007 0.69 

w.2w 0 121,965 29,721 50546,415 0.06 

(150,162) 0 0 (150.162) 96,336,461 -0.15 

(142,457) 0 0 (142,457) 59.514624 -0.24 

418,719 0 523,960 942699 78.054.727 1.21 

2.503 1.016.363 0 1.020.665 81.470.607 1.25 

438,338 0 161,901 600,239 64.824496 0.71 

442,970 0 0 442.970 39,110,154 1.13 

219,649 0 0 219,649 56541.850 0.39 

655.205 0 0 655,205 66624,340 0.98 

149.746 0 75,338 225,086 39.471.600 0.57 

147.606 0 159,236 306,646 .32.917,279 0.37 

(533,007) 1,461,526 351,343 lq9.662 116,522,126 1.10 

411.674 0 114,144 526,018 59,803.480 0.88 

265,799 0 135,696 421,407 71,096,332 0.59 

55,602 0 0 56,602 113,237,126 0.05 

136,473 0 205.233 341,706 75.336571 0.45 

212,791 813,813 0 1,026,604 65.105.000 1.56 

260.637 0 495,954 756,591 63,952,218 0.90 

54,959 0 164,966 219,925 40,266,670 0.55 

205,611 0 3,961 209.772 22.025943 0.95 

112,006 252,956 6,362 373,327 20,236,509 1.64 

646,616 0 246,296 1,095.112 124,965,107 O.@S 

24,349 2.036667 0 2,061.016 162,933,404 1.26 

50,329 356,796 0 409.124 26.703644 1.43 

62,159 0 212,462 274,641 15.592.961 1.76 

346,957 0 330,374 677,331 121661,557 0.56 

219.214 0 151.345 370,559 79.293.e93 0.47 

290,423 (530.950) 0 (240,527) 62464,671 -0.39 

46,326 0 0 46,326 14.171.046 0.34 
$10,980,975 s5,595,083 ts,ooo,ooo $21,576.656 M,207.300,793 
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Ordering Information 

The first copy of each GAO report and testimony is free. 
Additional copies are $2 each. Orders should be sent to the 
following address, accompanied by a check or money order 
made out to the Superintendent of Documents, when 
necessary. Orders for 100 or more copies to be mailed to a 
single address are discounted 25 percent. 

Orders by mail: 

U.S. General Accounting Office 
P.O. Box 6015 
Gaithersburg, MD 20884-6015 

or visit: 

Room 1100 
700 4th St. NW (corner of 4th and G Sts. NW) 
U.S. General Accounting Office 
Washington, DC 

Orders may also be placed by caIling (202) 512-6000 
or by using fax number (301) 258-4066, or TDD (301) 413-0006. 

Each day, GAO issues a list of newly available reports and 
testimony. To receive facsimiIe copies of the daily list or any 
list from the past 30 days, please cali (202) 512-6000 using a 
touchtone phone. A recorded menu wiR provide information on 
how to obtain these lists. 

For information on how to access GAO reports on the INTERNET, 
send an e-mail message with “info” in the body to: 

info@www.gao.gov 
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